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Ttirft* levels of Depih of Dtaloft Driven 
by Frofwor Howard V. Pcrirmmftr 
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Three Uvata of Dialog DafteHa 
A11ri|Mirtftm<l Hftwurd V. PtHmutior 



DIALOG DEFICITS FALLOW 

L.I 
Moribund 
Little knowledge of the other 
No apparent conflict 
L.U 

Underlying fars about contact 
No opportunities seen for contact 
L.IH 

Aversion to bonding 
De pemmaHxarion: negative 
stereotypes 


DIAWQ DEFICITS FAILED 

LX 

Bad ntemoriet 
Unhealed wound* 
Discourage openness to empathize 

un 

Unsettiod icorei 
Reti *t efforts to renew 
dialogue 

urn 

Depersonalization of others 
Hostile actions, hatreds 


DIALOG DEFICITS FAILING 
LJ 

Efforts to bridge reducing 
DUtnut increasing 

L.n 

Lack of respect increasing 
Marked reduction in bonding 

urn 
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Poor performance outcomes 
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The purpoes of thle confidehtial aurvay ft to develop an "x-ray of the quafcty of Deep Dialog 
communications wtthfe . Our goal* are to Improve convnunjcafema and wortdng 

conditions within the company and contribute to, «uccm« in tha marketplace. 

touf ceo, li commWad to poeUlve change In v He strongly wants 

at*i encoucagisyou to palpate by aharing your honesl optakm* and vtew*. your fuB 
Invofvoment ln_tbo audit hi very Important to t>ls proceas. tnit is your opportunity to impact the 
futurs of, 

Wa believe that problems you donl Idantlry ara problems you canH eolve, Wa eteo bolovo that 
people who ara part of the problem aheuld be part of the solution. This audit process will help 
identify our currant communication problems and what you think should bm dons about them. 

Than, wa win quickly deysiopjaj>ian of action and move forward to begin Improving 
communications within " You wOl recorvo a summary report of the audit's findings 

and our action plan v^thlnstSHo eight weeks after tha audit is completed 

Pleas* taJca the necessary time to complete this questionnaire. 



Briefly, about thu Deep Dialog Audit; 

% 

I Deep Dialog fe s proceee for diagnosing and Improvf ng communications within an organization. H 
J was devateped by Prof. Howard V, Perimutter of the Wharton School at Ihe University of 
Pennsylvania In conjunc«on with the Media Minds Group. 

Jsaghis the process with this first Deep Dialog bsssMne oud». About six months from new, 
* wrwil oonduct a similar audit to bench marld progress. 

if Our research fndtcsioe leading firms of ihe 21st century will toe marked by: 

- High quality communications worldwide 

- Willingness and ability to work together In geographically dispersed group*, often 
on complex tasks Inside attd outside ths snterprtse 

- Ait atmosphere of mutual confidence and trust despite language and cultural 
dlfrsrencee 

A primary competence wtR be butkflng a culture which supports high quality communications, 
knowledge transfer and positive teamwork, one which rates high on Deep Dialog Drivers with a 
relative absence of Do op Dialog Deficits. 

Communications strengths In a company are the •Drivers", and communications weaknesses are 
the w DefTdta\ 
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m mtt audit* you will be eefcaHto rst* how the seven Deep Dtaloo Driver* end five Deep Dialog 
Deficit* match up with culture and with your tttmmunleattona Wttfi people at cfltYerant 

levels and functional ereet in the company, 

/our Ittdfvidvnf rosjporme* arm contktontM and mntuiymou*. 

Respontes go directly to the independent research firm employed by to conduct this 

audH, They w«l be merged with those ef your fetta* employees' respooseslffio database* to 
produce stetiificaf summary reports. 

pettkHpenf Instucflone: 

Questions should bm completed ei m quiet time when you cert oonc#fitrat# on your 
answers without Interruption. DependfnQ upon the questions wnlch apply to you, 
completion time wlUi be 4 WO minutes. 

If e questfo* does nof eppty to you, a*ip the gvestten. 

Though the ques4kvv\alfe is many pages long, you will find thai some questions may not 
apply to you. The questionnaire Is organized into sets of questions. Orice you determine 
which question* do not apply to you In the first *st you will be able to skip quickly past 
that group of questions In each set es you move through the survey. 



Sheds cscfes Ike this: • 
Notftathit: $ XT 



Please tell ue your position: 

O Wc* Era »l« tri trt j> itf tfr Usnaeer 

O Wanieer/PWeeter 

O supervise*? eteatan 

O Won-Wsnaeem*m rrefetsionai |EK»rxrt 

Woe^taeteet tUaptoyae 
O Hearty to aa t ay a e 
O T s mp ft r er y 



Communications wHhtn 



Please tell ue yofar functional area: 
Offnem* 

O Human Resource* 

O Ckis»htfPf oducf JEnoi***** 

O Oo^et$on«m»nuWtuf1no 

OMertteflne 

Q Pom— ae ttstM tjnotudss Caeado) 

OJ 



The Deep Dialog Drivers 



Brtdgmg * People are able to understand arflTworlc with each other despite differences 

Bonding - Distinctive relationships between people based on mutual mist and respect 

Bending - Collaborative team Interaction end wtUJnqness to band together 

Blending » Opportunttiae to Mend Wees and frequent Innovations 

Bounding - People can focus on specific projects which contribute to shared objectives 

Binding - People engage In efctng commitments to carry oviJoJrrt projects 

Building - People carry out tha commitment to Implement projects with success 
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^lif*«ni?^ Qo *"t»0y*t eurram oparadno eultura. High numbara «ra good. Low 



Bridging Communications Between Groups 
BRIDGING: PoofHt ara abia to undaratand ami work with Men othor desplt* d rrfaraneaa 
Plea* rank tha qualify of your Bride ina ownmunloauona with poo pie in other groups. 

Anion t rating on a adding aoaia from a vary low rating 0ITW1 vwy Men nrtina of "10". 
Jffi*"™ WBh Brtd ff , "0 with only about 10% of tha paopla tatha g«up, rata your 

m^,»£??2Z Uni ** tU>n ' 9 " 1 " * V ou h " v » n1 » h 1»«r Bridging communications wttn 

I? U «*«proup, M ta it a "3-; and If you hava high quality Bridging with 70% of tha 
group, rata H • T", ate. 
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Bonding Communication* Between Groups 

BONOINOt Diatlnctlvt rawrtlonthlp* twtwmn paopia ba**d cm mutual truti and r»«p*ct 
Plaaaa rank the quaMy of your Bondfng communication* with paopia In othor groups. 

• rating on • tttding taala from a vaty low rating of to a waiy high rating of •* 
IT* V f ° u J mv * Woh W***y Bonding wMi onfy about 10% or ma paopto In tha group, rat* 
your Bonding communication* a "1", W you hava high Quality Bondmo commumcaOons 
wwaoom 90% of tha group, rat* M a and jf you hava high quality Bonding with TO* 
of tha group, rata It i t, ate. 

Vict PnwJoanVSanlor Managar: OOOOOOOOOO 

ManagarfOlracton OOOOOOOOOO 

Suparvlaor/Foraman: OOOOOOOOOO 

Non4taiwgainamProlaaalonal{Ea*inpt): OOOOOOOOOO 

Non<exampt Employ**: OO OOOOOOOO 

Hourly Employ**: OOOOOOOOOO 

Tamporajyimployaa: OOOOOOOOOO 



Ffctanca: OOOOOOOOOO 

Human Raaourcaa: OOOOOOOOOO 

QuaJftyAProduct Englnaarlng: OOOOOOOOOO 

OparationaAtenufacturing: OOOOOOOOOO 

tOchnotogiyt OOOOOOOOOO 

Mandating: OOOOOOOOOO 

Dontaatko^afirieludlngcanaaa)! OOOOOOOOOO 

lotomatlonal 8*Jm: OOOOOOOOOO 
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Binding Communication* Bmtwtmn Groups 

BAND WQ: CottibArtthHi turn tolaraotfon and vriUUtgnaaa to band togather 

Pla*ao rank tht quality of your Bunding communication! wtth paopto In olharQroupi. 

A»tl0« * rating w « •tiding teal* from a vary tow ralJng of w 1* to a wy high rating of M 
10-. r you h*vt high quality Bonding with only about 10% of tha paopia In tha ^p, rata 
your Banding coanmunteatkm* » "1", If you hove high quality Bonding communication* 
with about 30% of tha group, tote It ■ T; ond If you hovo high quality Banding with ro% 
of tha group, rata n a T t ate. 
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Bkmdtog Communication* Bstwrnn Groups 

BUi WDWQ: OpportunWaa to bland kfeas and fraquant Innovation* 

f»te**a rank iho qwtflty of your Standing comrnunJeatkm* wrth ptpplt to othof group* 

Afcafgn * rating Pit a affeUng acalt from * vary Sow nrUmj of "1" •# • v*ry high rating of w 
«r, If you mvi MqH quality BJanrflng with only about 19% of tna p^^ in ttta group, rate 
yowiMOfullno eofrnnunitatloi* a T\ ffyou hiv* high quality Standing communtoatlona 
wKbabovt 30%of thasroup, nti H « "9"; and If you hm high quality Blamflna with 7o% 
of th* group, rata K a *T\ ate. 
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Bounding Communications Botwtn Groups 
BOUNDING; Poop* em fdcu* on ap*clflc prtj**** whk* confront* to •ter*d ot#tctJv*f 

PImm mrtk the quality of yn«r Bounding communications vffl) poople In othar grwp$. 

« rating on • sliding *$*H from i wy low retina of*1* to avwyh^h rmUngof " 
W", If you how High quality Bounding wfth only about 10% of th* pmopto In tho group, 
ntf* your Bounding communication* a "1*. If you hava hlflh quality Bounding 
eommunleattona with about 30% of tho group, rata tt a *3 M ; and ff you hava hioft quality 
Boundtno **ti T0% of tha group, nrto tt m *7* 

VteaPraaldant»ortlorMort»o#r: OOOOOOOOOO 

ManagirfDIracton OOOOOOOOOO 

Suporvlaor/Foraman: OOOOOOOOOO 

Non4ttnasamint Pmfetafonat (Exampt); OOOOOOOOOO 

Wom«j»mpt Gnpfoyaa: OOOOOOOOOO 

Hourly Employ**! ooooOooooo 

Tampomry Employ*** OOOOOOOOOO 



FIMflca: 
Human Rasourraa: 

auatfty/Pfoduct Englnoarf no? 

Op«n^ona/M*nuf*tmirlno: 

Technology! 

Mariettas: 

Domtatfc b*j*« (including Canada); 

International Bala*: 



OOOOOOOOOO 
OOOOOOOOOO 

OOOOOOOOOO 
OOOOOOOOOO 
OOOOOOOOOO 
OOOOOOOOOO 
OOOOOOOOOO 
OOOOOOO OOO 
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Binding Communication* Bvtwmmn Groups 
BINDING: Pa*p4* ar^ao* In Wrong commttmarrt* to awry out Joint projects 

Floaaa rank tho qoa% of your BJndtaQ t^munteattena wHh paopla to other groupe. 

Aaalgn ■ rating on a vlkfing teal* from « wry low rating of "t" to a wry b*g* rating of * 
1 «*. If you hatvo Ngn Uu*l*y BlnHf ft0 wHn only about 10% of tho poapl* ftt th# group, rttt 
your Binding ao*»»unlcatlon» a ff you h«v§ high quality Binding eftivmmnJeationa 
wKn about M% of tho f roup, rata R a -J*; and rf you hava Won quality M mdlng wirti 7»% of 
tha group, rata H a *7", ate. 

Vie* Pmtidant/Sanior Manaoan OOOOOOO OOO 

p Managar/DJractar; OOOOOOOOOO 

|!1 Suparytaor/Foraman: OOOOOOOOOO 

g NothMaitagama^ OOOOOOOOOO 



ft 

c;;i 



Mon^campt Emptayaa: OOOOOOOOOO 
Hourly Emptayaa; OOOOOOOOOO 



M Tampcaary Employaa; 



OOOOOOOOOO 



Ftnartca: 0000000,0 00 

Human ftaaourcaa: OOOOOOOOOO 

Chiality/Froduct Inginaa***: OOOOOOOOOO 

OporstlonaMariufaoturfngt OOOOOOOOOO 

TacHnaiogy; OOOOOOOOOO 

oooooooooo 

Domaatle taJaa (ineJuafng Canada)? OOOOOOOOOO 

U*amatt*r*J eaia* * OOOOOOOOOO 
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Building Communications Between Gnupd 
BUILOMO: Pwopla carry out tha commitment to tmptomaitt projact* wKh auccaaa 

of your fiufcSng oommuriicaflona with pocpla In othw croup*. 

A«lgn a rating on a aiming aeala from • vary low rating of -1" to • vary high rating of - 

V?„ U h ** ^ Building with only ahouf 10% of tha paopla b? tha group, rate 

your art Whig tommunteatlona > "1\ ir you nova high quality Building communlcattona 
with about Ktt* of th* group, rata ft a and If you haw high quality Building with 70* 
of tha group, rata H a T, ate. 

Vica Praafdamttanlor Wanagon OOOOOOOOOO 



ManaghrfDIraoton OOOOOOOOO 



O 



SuparvltorfForaman: OOOOOOOOOO 



NonJlanagam^tPnaf^reionrfiSaampt): OOOOOOO OO 



o 



NoiHei«fh0tfmployaa: OOOOOOOOOO 
Hourly Imployaai OOOOOOOOOO 
Temporary Bmployaa: OOOOOOOOO 



O 



O 



Financa: OOOOOOOiOO 

Human Ratourcaai OOOOOOO OOO 

QiiainyA^oductEnglnaaring: OOOOOOOIOOO 

Op«ratlonarttanuraotwring> OOOOOOOOO 



O 



Technology: oooooooooo 

Marketing: OOOOOO O OOO 

Domastie Sato* CiMluding Canada): OOOOOOOOOO 

International ftateas OOOOOOOOOO 
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****** <l***rthf th« Uf*4^fttt9f»*»imtY^ of y our D»*p Otoog 

Drlyor wnwuinlettfftni wHh Individual* In other group* <7>y a> mnw * #» hxtMcM tovw* 

Thp Dwp Dialog Drhm: 

Bridging - Paopfe ara aMa to undonrtand and wort wtth nth other deep** dtfltfinm 
Bonding - Otattnetiva raJationahipa tMtmn paopta haaed on mutual truat and rmapact 
8andlng - Cotlaborativt team inferactjon and wfltaignaaa to hand together 
Binding -Op*oitunHfee to Mand Idea* md frequent Innovation* 
Sounding - Peopta tun tecum on apeoffie project* which contribute to thared abjactfvat 
Binding - People angeg* in strong commltmimt to wry out Joint project* 
Bulldog - F«op*t carry out tot eomroKmwt to implement projaeu with succ**t 



What euggeeUona do yog haw for Improving the quality of your Deep Dialog Driver 
eommunicetfone with Irtdtvfduale In tha olher groupe? (Try re r*Ur fc> Ma toOvkto* &tv*c* 
*tu* Ifre Mp***ie group* yt*t */* mM*r+Hr *> »*wi oeeortAJrtg tt>* thirty oi txmvtujnie+Vvrm,) 



Th* D+*p Dialog Driver* : 

Bridging -People am eote to understand and work with each othar despite difference* 
Bonding - DUtfnctlv* ratttJartahtp* between people baaed on mutual truat and raepecf 
Banding - Collaborative team Interaction and wiMlnpnees to hand together 
Blooding - OpportunKlea to bfand Idee* and frequent innovation* 
Bounding - People can focu* on apecfflc project* which contribute to anarad objective* 
Hirxflng * People engage in atrong commitment* to carry out joint project* 
Budding - People carry out tha commitment to implement project* with eucceee 




p;tO 
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pmddpm* in this xMprf^Jot improving Qu*mm&k 



Communfcmtians within ~ Thm De*p Dialog Deficits 

Fa)k>w * No communication* taking pUm 

FaJtsd . Paapls triad tit ths p««t and found thsy cannot communfcat* 
FslKng - Currant cornmuiWfcrton* *r* getting worn* 

• Btaismafta; major «rpt*nsm* am taking pUca botvman p*op4* witn opposite position* 
Fsabl* - Mhtima! communications* no Impart**** f nferrnsilon •x«h«rvg«cf 



Daflcka srs naeatfv* communication mlaftenahlp* which rssuh in dastructlva 
eonaooutnc*** taarfng tfowrt an ortarttiatlon't sillily to aucesad. 

On tha naxt art* of question* youwWb* *sk*d to mts tha axfant of Os*p Dialog Osfictt, 
or n*g*tiv«, communication* relationships you havt with paopla Sn oihar groups. 

HJghsr daffeh ratings |mor* than *0%) moan mat your e6mmunk4f»orti wttn mors than 
half tha paopla in snothar group ara poor. Lower daflelt ratings (is** than *o%) masn 
that your communication* wHh Was than harfths poopf* In anothar group am r*gsttva. 

Whan rating tha sxtam of your Daap Dfetog Daflcftt, lowr rating* ara mora poaitiv*, and 
Wghar rating* am mora nagatlva. 



Ftttow Communications Between Groups 

FALLOW; Ho eommunieatfona ara taking pUca 
Ploasa rata tha axlonf of your FaHow communications with paopla In other group*. 

Assign a rating on a alldlng acsie from a vary low rating of T to a vary high rating of - 
1<r, If you haw* fallow eontrmintoatlon* with only about 10% of tha poop!* in tha group, 
rata your Fallow eommunttatton* a* a "1*, If you hava Fallow communication* wHh abovrt 
30% of tha group, rata It a "a*; and If you hava Fsllow eomrountaartons with 70% or tha 
group, rata rt a T, ate. 
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***P Oimiog DificJt* - Fatfow (continued) 

FALLOW! Mo eommunJejflton* w* UWns Ptoc* 
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Fatted Communications Between Groups 

FAILED: Paepta triad ?n tha paat and found thay cannot communicate 
Ftaaa* rate tha extent of your Palled commimtaaikma wlm peopto In ether onoupa. 
Aaeign a raung «m a ending ecaW from a vary low rating of *1* to a very Wgh rating of ' 



1f*. If you have Felted communication * with 10% of tha p*ople in another group, ra 
• -1". If you hava Felled communication* with about WK of tha group, rata It a "3"; 
you hava Faffed communication* with Jtttt of tha group, ntta H a T\ ate. 



rata it aa 
and If 



i24iet7.itio 

Vlea Pmaldatitfeenler Manager: OOOOOOOOOO 

Manager/Director: OOOOOOOOOO 

aupaniaotfFofamaii? oooooooooo 

Noe-Maneoemenf Pnrfeeetonal (Exempt): OO OOOOOOOO 

Norv&mnpt employee: OOOOOOOOOO 

Hourfylmptoyee; OOOOOOOOOO 

; Temporary Employe: OOOOOOOOOO 
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0«e/> Dialog D*8eHm - ftUfed (continued) 

FAJUED - Poopto tried in th* pa*t and found th«y could not •ommunleaM 
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Fmtftng CommuntetVons Betw*mn Group* 

FAJLWQ: Currtm commwit«fico9 trt oetttoff wars* 

Ftewp rate ih* lodtrtf of yoar fMng oommunfcatfcms with people In ctftif groups. 

A**Jgn • rating cm m aMing #ci(# from • vary low rating of "1* to « vary high ratfng of * 
K mvi Famng cwwmmlcaikma with 10% of the paopta In another group, H 
** ft If you H«v* FjU1I*o communication* wHh *tx>ut *o% of th* group, rat© it 4 "3 M ; 
*rxJ W you hwo Falling coaumwrteation* with 70% of tb* group, rata It a *T\ *tc. 
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Deep Dialog Deficits - Fulling (continued) 

FAIUNQ - Currant eommtmlcattorte am flatting worea 
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Frozen Communications Between Groups 



** »?fS?~ aWetnale, major irfluments are faking place DttwHn people wtth optioelie 
poemon* 

|j 

|l PSeeae rat* the extent of your Frozen ecmmunlceCone wtth people In o«w eroupa. 

• «n « effdine ecale *om a vary low retina of "1" to « very high rating ©t - 
i*' !: J?*** ' 5 **«n communication* wit* 10% of the people in another oroup, rate It 

aea 1 . tt you have Frozen communications wHh about U)% of the oroup, rata it a "3": 
^ * nd ■ you fwve Frozen comratrnkettone with 70* of the oroup, rata It a "7". ate, 
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Aa. fataaaoV "Swh of ut la part of tha eommunicaUo* pmfcfciw, ond w* 

araTffiwpait of t*m *©4utkma.-fn IWa aptrlt, what am you paraonatty do to ;r*duea 
MPjumi nfetGan bmblwm wWi imffvfeiuaJa tn othar ©roupa or within your «roup7 fny lo 
raaar fa flta aiidMcaw Oaflofts antf tea apaoWD gfXMW ^rarfWrato telft |^^**^- 

T7>© Dtfsp dfetetf DtflcftM: 

Fattow - NotmmmuntoUlbnt Wring ptaca 

FalM . Paopfca triad In tha past and found they strmot communfcata 
Falling - Ciira«t iwmmuilicatlona ara flatting woraa 

Froaan ~ fttalamifta; major argomanta ara taktno pfaea ******* paopfr w*fi oppotita pot Itlona 
F**b* - MiAJmtl cwnmunfctttons, no Important Womiatton axcbanged 



0-17 



H 



FIG. 5-18/10 

What e*tMip*tte*» toftv* youaaan at a raautt or Dup Dialog Oatlcte* Ifl your 
communication! wtfli tndMduala In ofhar groups In Quanta??? fDy lo ra^r to th* todMA/i 
Pafefct amf fhnpadWfr frta^pt jrthr aw wrfWrfrg *> ri^awftlwa#w fr/aflfr «*c«iwwtfnifcattana. 

FalloJ - Wo eommimfeaHona taking place 

FalMj~ ft a a pl a triad In tha paat and found lhay cannot eommunScata 
Fallng - currant eammtmtaatkKia art fatting woraa 

Frowj * tialamata; m^or a/gumarrta ara taking placa batwaan paopla wltn oppaalta poirtJona 
Paat>W - Minimal communlcatlona, no Important Information axchangad 
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Owrtff Rankings of Your D—p Dialog Communications with Indtvkiuats 
In Other Groups: 

Ptomm rvt* 1Ni oxtorrt of your evonril Dnp Dialog Communfcaton* wtth poopte in other 
group*. 

Assign * ratfrtg 9ft * oikting »c** from • v«ry low rallng of "1" to • wry high rmtliKI of « 
1t\ K you Kava 1*9* quttfcy Dbp Dialog Comrourtfeationa wfth 10* of mo paopla in 
another group, rwtofeM* w 1Mf you Havo high quality Owp Dialog communication* with 
about Z0% of Iho group, rat* K « ami If you Hmvm high quality Doop Dtoloa 
Comniunteatfona wtol T0%of tho groum rrtiHi Br 7"% otc 
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Deep Dialog within Your Functional Area 

Ptoaaa rata too quality of Ooop Dtelog within your functional group, Aaafgn a rating on * 
tan of 4 to 10 depending upon th* peixentaii* of poop* wfchln your group with whom 
you Hove high QWWfy Dttp DUJog Communication*. 

Deep Dialog wfchln your functional group: OOOOOOOOOO 
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Your Name; YewFlrrai 



H. The Deep Dialog Communication Audit* a deep dialog analysis of 
communication, wd knowledge transfer »nd sharing Inside Mid oufcstde yo»r flno 

Pggkggggd 

Our research indicate* that the leading firms of the 21* century will l» marked by (I) » 
high qualify of communication* worldwide, (2) a willingness sad capability to work 
together in geographically dispersed group* on often complex joint tasks inside and 
outside their firm, and (3) m etraoephere of mutual confidence and trust, despite 
language am* eultural differences, 

A primary competence then wIU be building a culture which aupporta high quality 
communication and sharing knowledge everywhere inside (and sometimes outside) die 
firm- 
By high quality communication and knowledge sharing we mean communication 
described aa deep dialog driven and the relative abtence of deep dialog deficits, 
(read "On Deep Dialog* by Howard Perlmuttcr) 

Evaluate on the attached pages the quality of communication and knowledge sharing to 
terms of deep dialog driven and deep dialog deficits in at letit two, but preferably mare, 
areas comparing suoceasftil and unsuccessful cases from your experience with your 
current company or other companies, 

(A) One successful case and one unsuccessful case of new product development launch 

(B) One successful eaae and one unsuccessful case of relationships between HQ and 
affiliate* 

(C) One successful case and one unsuccessful case of an alliance with another company 

(D) One successful case and one unsuccessful case of post merger integration 

(E) One successful and one unsuccessful case of cross cultural negotiations 

(F) [Sea page 1 3 } Pick one other comparison you would like to make baaed an business 
or cross cultural issues you identified, e.g. multinational team building; developing a 
shared global virion; developing customer intimacy; dealing with external 
stakeholders like suppliers, distributors, government, unions, environmental groups; 
dealing with Western or Asian companies. . , 



FIG. 6-2/10 

Part 1L A. New Product Development & Lenneh 

Mease compare from your aaperlsute the Deep Dialog feature* of your case of: 
}< A relatively successful new product development A launch 
2. A relatively unsuccessful new product development A launeb 



• Your case of a relatively mSSSSM new 
Hgdugt development & launch 



Part E Rank Si Deep Dialog Drivers. 
Give a acorn of. 

10 for a high degree, fits wdt 
1 very low does not fit 
S partly fits 

□i . Bridging i people were able to bridge 
time, language, cultural and geographical 
differences, 

Ql. Bending : marked by distinctive 
relation ship* between persons based on 
mutant trust and respect 

Oa. Bandbtgt marked by collaborative 
team Interaction* and a wiUingnesa to 
band or join together. 

Q<4. Blendingt opportunities to blend Ideas, 

with frequent innovations forthcoming, 

• Bounding; people can bound their 
relationships, can focus on specific projects 
which contribute to shared obifl&tives. 

• Binding; people engage in strong 
commitments to carry out JoinLorojecU. 

Q7. Building* people cany out the 

commitment to Implement projects with 
success. 



2. Your case of a relatively unsuccessful new 
product development & launch 



Part C Bank tneDsap Dialog Drivers. 

Give a score ofi 

10 for a high degree* fits well 
1 very low does not fit 
S partly fits 

Ql, Bridging t people woe able to bridge 
time, language, cultural and geographical 
differences. 

□2. Bonding : marked by distinctive 
relattonahfps between persons based on 
mutual trust and respect 

Qs. Bandiag; marked by collaborative 
team Interactions and a willingness to 
band or join together. 

Q4. Blendingt opportunities to blend Ideas, 
with frequent innovations forthcoming. 

Q 5. Bounding: people can bound their 
relationships* can focus on specific projects 
which contribute to shared objectives. 

Q& Binding; people engage in strong 
commitments to cany out joint taojecte, 

1 

□ 7. Building* people cany out the 

commitment to Implement projects with 
success. 
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Part H. Rank the Deep Dialog Deficit! of 

your case of a relatively successful new 
product development & launch 

Give a score of; 

Id very high, that it, fits very well 
(very poor Deep Dialog) 

t very low, does not Jit (axceljent 
Deep Dialog) 



0 1 .Fallow: no communications taking place. 

.Fatted: people tried in the past and 
found they cannot communicate 

Q 3 Tallin e: current communicatibns is 
getting worse. 

.Frozen: major argument! are taking 
place with polarized positions 

G 5. Feeble: minimal communication 

Your comment*; 
Why was It aucceatftil? 



How to fa»pf-<rve7 



Fart H. Rank t>e Deep Dialog Deficits of 
your case of a relatively unsuccessful new 
product development & launch . 

Give a score ofi 

10 very hign, thai is, fits very well 
(very poor Deep Dialog) 

1 very low, doea not fit. (excellent 
Deep Dialog) 



G l.Fallow: no communications taking place. 

.Failed J people tried in the past and 
found they cannot communicate 

□3 .Falling; current communication* i* 
getting worse. 

.Frozen: nutfor arguments are taking 
place with polarized position* 

O&Feeble; minimal communication^ 

Your commenti; 

Why was ft unsaccesiftil? 



How to Improve? 
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Fart BL B. HQ- Affiliate HeUtlotuiitp 

Wee.se compere from your experience the Deep Dfalof fee tare* of year case oft 

1. A rtUtivefy eaaetsfttl HQ- affiliate relationship 

2. A rdeifc-ely aaraueesfe) HQ- affiliate reUtitmtbip 



i. Your case o^a relatively saeeeaafol ii<J 
affiliate reiatwrahin 


2, Your case oi^a relativeiy uminccttsfot HQ 
affiHata reladonabtp 


tart Ii Rank tk% utap Dialog Drivers* 

Give ft score of. 

10 for a high degree, fits well 
1 very low dot* not fit 
$ partly fita 

Qt, Bridging i people uwe able to bridge 
time, language, cultural and geographical 
difference*. 

Bonding : marked by distinctfve 
reUtiomWpi between potfiooa baaed on 
mntual treat and respaet 

Cb, Banding: marked by ealtaboratfve 
team Interaction! and a willingness to 
band or join together. 

Q4, Blending, opportunities to blend Ideas, 
with frequent innovatioriiJbrthcoming- 

LJS. Beaadtogr people can beand their 
reiatierohipa, can focus on specific projects 
which contribute to shared objective*. 

Qfc Blading: people engage in strong 
commitment! to ca«y ppt joint projecta. 

Gk Building, people earry out the 

commitment implement projecu with 
eoccesa. 


Part t Rank ik* Beep PUWfi brivera, 
Olvw a toore oC 

10 for a high degree, fits well 

1 very tow does not fit 

B partly fita 

Q i. Bridging : people were able to bridge 
time, language, cultural and geographical 
differences* 

Q3. Bcndlntf J marked by distinctive 
relationships between persona baaed cm . 
mutual trvM and respect 

Banding t marked by collaborative 
team Interactions and a willingness fo 
band er Jet* together. 

Blending; opportunities to blend kite*, 

with frequent innovations forthcoming, 

Qfi. Bounding: people can bound their 
ndatiooahlpa, can focus on specific prefects 
which contribute to shared objectives, 

Q& Blading: people engage in strong 
eommitminU to carry aut jajnt^rujecte, 

r 

Q7, Bntldlng: people cany out the 

commitment to Implement projects with 
suoeeea, 

« 
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PartIL Rank the Deep Dialog Deficit* of 

your case of a relatively successful HQ affiliate 
relationship 

Give a score ofS 

10 very high, thatis, fit* viay well 
(very poor Deep Dialog) 

1 v«ty low. doe* not fit (excellent 
Deep Dialog) 



Ql .Fallow; no cogummications taking place, 

v? 

Q24?aUedi people tried in the past and 
found they cannot communicate 

Qa.Falling: current communications is 
getting worse. 

Q4,Frozcji; major argument! are talcing 
place with polanjed positions 



□ 



SJFesMe: minimal communication 



Your comments* 
Why was it successful? 



Part VU Rank the Deep Dialag Defieftt of 

your case of a relatively unsuccessful HQ j v 
affiliate rolaficmii^ ' ™ [ 

Give a score of, /;. '"*' 

I o very high, that is, fita Voy well 1 
(very poor Doep Dialog) 

-. " ■ . . * 

i very low, does not fit (excellent 
Deep Dialog) 



Ql. Fallow: no communications taking place, 

Ch.Falled: people tried in the past and 
found they cannot communicate 

Q 3 .Faill* gr current communications is 
getting worse, 

Q4,Frczen: nuyor arguments are taking 
place with polarized positions 

S.Fechle: minimal communicate 

Your comments; 

Why wai it unsuccessful? 



How to Improve? 



Bow to tmprovt? 



it 



6 
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PAST n. B. Post Merger Integration 

Please compare from your experience the Deep Dialog feature! or your case of? 
U A relatively successful port merger integration 
2. A relatively unsuccessful port merger integration 



I. Your case of a relatively successful post 
merger integration 


2 Your case of a relatively unsuccessful post 
merger integration 


Part L Rank the Deep Dialog Drivers. 
Give a score of: 

10 for a high degree, fit* wall 

1 very tow does not fit 

5 partly fits 

Gi. Bridging i people were able to bridge 
time, language, cultural and geographical 
differences. 

Beading : maricod by distinctive 
relationship! between persons based on 
mats a! trust and respect 

□3. Banding: marked by eoIUbor^ 
team interactions and a willingness to 
band or Join together, 

QU> Blending: opportunities to blend Ideas, 
with fitujudnt inno\^ons J^rtbcoming. 

Ql 5. Bounding: people can bound their 
relationships, can foens on specific projects 

Binding: people engage in strong 
commit meats to carry outjpint projects. 

Q7. Building: people carry out the 

commitment to Implement projects with 
success. 

t 


Part L Rank the Deep Dialog Drivers* 
Give a score oft 

10 fbr a high degree, fits well 

1 very low does not fit 

5 partly fits 

0 1. Bridging : people were able to bridge 
time, language, cultural and geographical 
differences, 

Ql Bonding t marked by distinctive 
relationships between persons based on 
mntnai trust and respect 

t 

Q3. Banding! marked by collaborative 
team interactions and a willingness to 
band or Join together. 

Q 4, Blending; opportunities to blend Ideas, 
with frequent innovations forthcoming. 

Qs. Bounding! people can bound their 
relationships, can focus on specific projects 

wblch cati tribute to cbimri nHi pvrti vr <j 

O& Binding! people engage in strong 
commitments to carry out joint projects. 

O7, Building: people carry out the 

commitment to implement projects with 
success, 
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Part II. Rank th* Deep Dialog Deficits of 

your case of a relatively successful post merger 
Integration 

Gfvc * score o£ 

10 very Web* that i« t flts vary well 
(very poor Deep Dialog) 

1 very tow, doe* not ftt (excellent 
Deep Dialog) 



Gl, Fallow* no communication* taking place. 

Q 2. Failed: people tried in the past and 
found they cannot communicate 

3*F*iUng: current communications in 
getting worse, 

□^Fro^^orargu,^ staking 
place with polarized position! 

Q 5. Feeble: minimal communication 

Your tommentat 
Why was it successful? 



tart 1!. SmE £* Deep biaiog 55535 of 
your case of a relatively unsuccessful post 
merger integration 

Give a score of: 

10 yeiy high* that ia, fits wry well 
{very poor Deep Dialog) 

1 very low, does not fit (excellent 
Deep Dialog) 



D l.Fallow) no communications taking place. 

U 2. Failed: people tried in the past and 
found they cannot communicate 

DitFJtllfal* currant communications is 
getting worse, 

QU.Frf&ew major arguments ere taking 
place with polarized positions 

QsJFeeble: minimal communication 

Your comments* 

Wky was It aiwieeeaeftit? 



How to improve? 



How to imprturer 
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Your Nema? , I Company affiliation 

part I. Doip Dialog Drlvare in your currant global network 

1 . How global to your own oommunlcetlone ntlwoik ? Uat tht eounfriee where you 

know partnere or have worked with other people 7 North America _ Lefln 

America Weet Surcpe 

E**t Europe Aefa Mlddla East Afrloa — 

2. tn Table t. m*rk the quality of Deep Dialog Driver* In tho different boxea below 
on tha aeven cSmanalone below for tha area* above . Give a •cor* of 10 m vary high, ma 
vary well *nd 1* vary low, doaa not fit tt aH at regarde your eaperionc© working wtth people 
from other compenlee In your firm 

(t) Bridging. To what degree were you able to j2rfsi3e_d!fterenoee between poop!© yau worUd 
with In othar countflaa tn your firm ? 

(2) Bonding: To what daoraa hava you bean abia to h»m pf rp^** rafiitlQnahfpjfr ba*md on 
mutual trutt and reapvct wtth poople In other counirlei ? 

(3) Banding! To what degree hava baan abte to find a eenae of belonging, to tha seme firm , 
having a oommon Identity, a " ws ; ttattog ? 

(4J Standing: To what degree do you find you ara able to Intaraot with p*oplo in othar 
countrUi and come up with new aalultftfll neither had at tha outtat ? 

(5) Bounding; To what dagree hava you *mi*d unmmm n'ffh rt * tQ keu* on ? 

(6) Binding: To what dagree hava you reached tha point of gaining a common, .pommftmcrtf to 
taking on a project which extendi beyond the boundaries of your country ? 

(7} Building? To what degree have you «nc&*i*fi% toalimiptirf J*W promote 



Deep 

Dialog 
Drivera 
/ Area* 

of WQftf 


North 
America 


Latin 
Amarioa 


Waal 

Buropa 


EMf 
Europe 


Aeia 


Middle 
East 


Afrloa 


Bridging 
















Bonding. 
















Banding 
















Blending 
















Bounding 
















Binding 
















Building 
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Part If. Deep Dialog Deficits 

LMark In Table H where teffde Aefon clobaliy , your relations with tHWorent 
people Inside the firm in ether countries , can be characterised as having Deep Dialog 
befiolie : GJve a score of 10 « very high, that is fits very well and 1« very low, does not (it 
as rmqajds these five types of Deep OUioy Deflate. 

Fellow: very little communications end Interest In communication 
Felled; Wed In the past and found we cannot communtoste 
FelHhfl ; cvrrent communication* ere getting worse for various reasons 
Frown: m*jar argument* teke pl*G* with pofarlsed positions 
Feeble: some but not very effective communication Is taking place. 



Table It Your Deep Dialog deficits In various areas of the world 



Deep 
Dialog 
Deficits 
/ Areas 
of World 


North 
America 


Latin 
America 


West 
Europe 

• 


East 
Europe 


Asia 


Middle 
East 


Africa 


Fallow 
















Failed 
















Failing 
















Frozen 
















Feeble 

















2. What are the consequences of that* D»tp Dlalot Deficit* ? Please givo 
examples. 



Thank you for your Inputs I 
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BUSINESS AREA. 



Please Compare from your experience the Deep Dialog features o! I. A Relatively Successful case with 
Relatively Unstjccessful case in the same BUSINESS AREA { SEE LIST ON PREVIOUS PAGE ) 



It. A 



I. THE RELATIVELY SUCCESSFUL 
CASE, 



Pert*. Rank the Deep Dialog Drivers. 
Give a score o*J & for a h ion deoree. fits well. 1 , 
vary taw ttoflB not iff anrt fi mtrllv fits. 

1. ( ) Bridging : people were able to bridge 
time, language, cultural and geographical 
differences 

2. ( ) Bonding : marked by distinctive positive 
relation ships between persons based on mutual 
trust and respect, 

3. ( ) Bonding: marked by collaborative foam 
Interactions and a willingness to band or |om 
together. 

4". ( ) Blending: took opportunities to blend 
Ideas, Including with frequent innovations 
forthcoming 

5. ( ) Bounding: people focused on specific 
projects which contribute to shared objectives. 

6. ( ) Binding: people engaged In strong 
commitments to carry out joint projects, i 

7. ( ) Building, people carried out the 
commitment to Implement project* . 

Part II. Rank the Deep Dialog Deficits ol your 
case of the RELATIVELY SUCCESSFUL CASE 
YOU CHOSE 10- very high, that is. fftt very well 
and 1- very low, apes not fit Note: 10 means very 
poor Deeo Dialog : 1 megns excellent 



1 . ( ) Fallow: no communications taking place 
key people. 

2. ( ) Failed: people tried in the past and found 
they cannot communicate 

3. { ) Falling : current communications got 
worse over time 

4. ( ) Frozen: major arguments took place with 
polarized positions 

5. ( ) Feeble: minimal communication, tittle 

shared knowledge 

YOUR KXPUAN ATtPH QF 5UPCESfr 



WHY SUCCESSFUL 7 

WHAT BEMEPfTS OF SUCCESS ? 

HOW TO IMPROVE 7 LESSONS FOR THE 
FUTURE 7 



It. THE RELATIVELY UNSUCCESSFUL CASE 



Part L Rank the Deep Dialog Drivers. Give a 
score of 10. lor a high degree, fits well 1 „ very tow 
does not flL, and § parHy,fflO, 

1. ( ) Bridging : people were able to bridge 
tima t language, cultural and geographical 
differences . 

2. { ) Bonding : marked by distinctive positive 
relationships between persons based on mutual 
trust and respect, 

3. ( ) Banding: marked by collaborative taam 
tnternctlono a willingness to band or join 
together. 

4. { ) Blending: took opportunities to blend 
ideas, with frequent Innovations forthcoming. 
5> ( ) Bounding: people f ocueerf on specific 
projects which contribute to shared objectives. 

5. { ) Binding: people engaged in strong 
commitments to carry out joint projects, 

7. ( ) Building, people carried out the 
commitment to implement projects. 
Fart II. Renk the Deep Dialog Deficits of your 
RELATIVELY UNSUCCESSFUL CASE YOU 
CHOSE 10 - ver y high, that is. file very well a nd 1- 
verv low. Note :10 mean s very poor Deoo Dialog 



:1 means excellent 



1. ( ) Fallow: no communications taking place 
with key people, 

fc. ( ) Failed: people triad in the pact and found 
they cannot communicate 

3, ( ) Falling : current communications got worse 
over time 

4, ( ) Frozen: major arguments took place with 
polarized positions 

5, ( } Feeble: minimal communication, little 

chared knowledge 

YOUR EXPLANATION OF FAILURE ; 



WHY UNSUCCESSFUL ? 

WHAT COSTS AND CONSEQUENCES OF 
FAILURE? 

HOW TO IMPROVE ? LESSONS FOR THE 
FUTURE 7 
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Developing Competencies in Deep Dialog and 

Collaborative Social Architecture 



Discussion Questions: 7 DD Drivers 



The 7 Deep Dialog Drivers don't occur in a strictly linear/sequential way. They 
can "loop," they can interact, they can repeat. 

How do the seven processes interact? For instance, in the interaction between 
Bridging and Bonding, you'd expect some Bridging, the sharing of commonalities 
and differences, to occur before being able to develop the mutual trust that 
Bonding entails. 

What do you think the relationship is between Bridging and Banding? 



Between Bonding and Blending? 



Between Bounding and Bridging? 



What kinds of "looping" have you experienced in your own work? 



Can you think of any "missed opportunities" to use one or more of these 
Drivers in a work situation? What was that opportunity and what might have 
happened if you had not missed it? 
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The 5 Deep Dialog Deficits 

In many situations, Deep Dialog Drivers are missing, leading to a 
communication process that either stalls out or, worse, ends up in a 
cacophony of conflicting voices. What can go wrong? 

Dr. Perlmutter has identified five Dialog Deficits that are the most common 
ways the communication process is undermined. The consequences of these 
Deep Dialog Deficits are disastrous. In the cultural context, it may involve 
chronic inter-religious and inter-ethnic violence. In organizational settings, we 
see low morale, failed mergers, and the persona! failures of leaders and 
managers. 

Deep Dialog Deficits involve the absence of the seven essential Deep Dialog 
processes and the presence of egocentrism, ethnocentrism, abuse of power, 
and condescension in all its varieties. Below you'll find a description of each 
of these Deficits. 



1. Fallow 

There is no dialogue where a Fallow situation prevails. There is no 
conversation, little knowledge of the other, and often an active avoidance of 
the otber(s). There may be underlying fears about contact. Fallow situations 
arise in organizations when managers protect their turf to the point that they 
make no effort to share resources and work with other managers. 



2. Feeble 

Feeble dialogues are marked by very little openness, inattentive listening, 
defensive encounters, and infrequent meetings. The result is minimal 
information exchange and a very narrow domain of sharing. 

3. Frozen 

Dialogue is Frozen when the parties become stuck in fixed positions. They 
may pay they are not actively opposed to Deep Dialog, but they are also 
unable to move the relationship or project forward. Bridging does not seem to 
be possible in this situation and mediation fails in what is seen as a chronic 
stalemate. 
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4. Failing 

A Failing relationship exists where trust and respect are diminishing, efforts at 
Bridging aren't working, and there is a marked reduction in Bonding. 



5. Failed 

A Failed relationship is one rife with bad memories, unhealed wounds, and 
unsettled scores. There is no attempt at communicating and there are strong 
resistances to renewing attempts at dialogue. 



€ I 

ffi Just as Deep Dialog itself exists at different levels, so too can each of the 
|;j seven Drivers and five Deficits. That is, each Driver and each Deficit can be 
£5 seen as having a transactional/behavioral dimension (Level I), a 

psychological dimension (Level II), and a spiritual dimension (Level III). 

K For instance, Bonding at Level I may be sharing a meal and some stories 

about family with a friend, while Bonding at Level III means you enjoy 
^ unconditional acceptance and trust from the other person. Similarly with the 
E Deficits, a Frozen relationship at Level I might be a personality conflict, while 

ft a Frozen relationship at Level III would be characterized as chronic 

polarization, e.g., a stalemated merger attempt in which each merger partner 
takes actions to negatively affect the merger. 



» t 
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The Deep Dialog Drivers: Bridging 



What is Bridging? 

Bridging is the first of the DD Drivers. It is the ability to value, appreciate, and 
deal constructively with differences between and among people. These 
differences may relate to personality, background, values, cultural norms, 
education, age, etc. 

At the core of Bridging is the belief that differences are important and healthy. 
It involves the willingness of the parties to engage in behavior that brings 
differences to the surface and the willingness to accept, overcome or 
constructively use these differences to further the relationship. 

The sub-steps to Bridging are: 

• Expecting differences 

• Expressing differences 

• Exploring differences for convergence and divergence (i.e., ask to 
understand, not to challenge) 

• Respecting and accepting differences. 

Why is Bridging a critical competency? What are the benefits of 
Bridging successfully with: 

• Customers? 



• Peers? 



• Your manager? 



• The people who report to you? 
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What are your expectations? 



After reading Dr. Perlmutter's article about Deep Dialog and Collaborative 
Social Architecture and thinking about the projects you've participated in and 
the relationships you have with customers, colleagues, and suppliers, what 
would you like to get out of this program? For instance, you may want to 
learn how better to pull a team together behind a common objective; or how 
to work with someone who is twenty-five years younger than you are; or how 
to bridge the cultural gap between you and a customer in another country - or 
in an organization that has just merged with your own. 

List as many expectations as you'd like below. Select the most important one 
and write it on the index card you'll receive. Please put your name on the 
index card as well. 



What would you like to leave with from this training program? 



1. 



2. 



3. 
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Program Objectives 



By the end of this training program, you will: 

1. Understand how to use and apply the Deep Dialog Drivers, Deficits, and 
Collaborative Social Architecture to your own performance and to the 
performance of others; 

2. Have greater confidence and competence in using DD and CSA skills; 

3. Develop a remedial action plan for an actual work-related situation, using 
DD concepts and CSA; 

4. Construct actual CSA roles, rules, rewards and missions that will govern a 
post-seminar community on the Internet; 

5. Prepare to participate actively in an on-going post seminar virtual 
community intended to complete tasks, deepen understanding of DD and 
CSA and share knowledge, and solve problems. 



FIG. 8-2/10 
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This training program is designed to help you understand, learn, and practice DD 
Drivers, and to be on the lookout for ways to avoid "stuck" or failing relationships 
by discussing how they might be remedied. We will be using this program as a 
kind of laboratory to practice these skills. Well ask you to step back from an 
exercise or experience and discuss what went on in the group — what worked to 
help the group reach its goal, and what didn't? In this way, you will be practicing 
constantly and becoming more and more comfortable and confident in using the 
language and skills of DD and CSA. 

Even more than this, you will have an opportunity to apply what you're learning 
to on-going relationships in your workplace. (DD is, of course, applicable to all 

tl; your other relationships as well. However, in this program we'll be examining 

|| your work relationships in particular.) 

*?* The accompanying Deep Dialog Diary will be used to explore some of the 
q successful and not-so-successful relationships/projects you're currently involved 
y, in. You'll be able to track your own improvement and receive feedback from your 
|| colleagues as well as from the facilitator. And lastly, you will be joining in a post- 
seminar virtual Deep Dialog community that will enable you to continue honing 
l# your competencies, sharing knowledge with others, and problem-solving 
y together; 
§€ 

fj While all this is serious business, learning can also be enjoyable. As we move 
f$ through the program, you'll be participating in exercises that are both enjoyable 
:f and challenging and you'll be getting to know others in the program in very 
different ways. 

Let's begin by finding out more about each other. 
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What did you do in your groups during the unique/common ice breaker 
to bridge with others? How did you find out what was unique about the 
people in your group? 



What kind of CSA did you develop in your "teams" to promote 
Bridging? 
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The Deep Dialog Drivers: Bonding 



What is Bonding? 

Bonding refers to developing relationships on the basis of mutual trust and 
respect. It often involves a personal chemistry with the other, an ability to 
create emotional ties, a linking with others based on common ground, liking, 
and comfort. The relationship that results is a truly authentic one - one that 
respects the dignity of the other. 

iM= At the core of Bonding is the willingness of the parties to self-disclose. While 

p this may make them feel vulnerable, it also opens up the potential for a close, 

CI warm, authentic relationship. 

m 

SJ. The sub-steps to Bonding are; 

Opening up, revealing, and self-disclosing who you really are and 
how you really feel 

Respecting and responding positively to others' self-disclosure 
Looking for/anticipating common ground 

Building trust and credibility by following through on commitments, 
i.e., doing what you say you'll do. 

Why is Bonding a critical competency? What are the benefits of 
Bonding successfully with: 

• Customers? 



if I 

I* 



• Peers? 



• Your manager? 



\ - 

• The people who report to you? 
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DD Account/Relationship Plan 



Part 3: Round-Robin Role Playing 

This activity will give you an opportunity to try out your Deep Dialog and CSA 
competencies in a safe, practice situation. 

One of your trio-mates will play your client or "problem person" in the 
relationship you've described. 

You will be playing yourself with the task of using the Deep Dialog Drivers to 
work through your plan for remediation. If your plan has many steps, pick the 
most challenging face-to-face situation you foresee and role play that one. 

The third member of your team will be the observer. He/She will give you 
feedback on how well you used your new competencies and may suggest 
some ideas for improvement. 

Continue to conduct rote plays in round-robin fashion until everyone has had 
an opportunity to play all three roles - yourself, someone else's "problem 
person," and observer. 



Part 4: Finalizing Action Plans 

Working individually, take a few minutes to incorporate into your Plan all the 
DD and CSA insights gained/shared during the process of : 

• Preparing your Account/Relationship Action Plan 

• Presenting that Analysis/Plan to colleagues for feedback 

• Working through the role play. 
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DD Account/Relationship Plan 



Part 1: Developing the Plan 

Refer to your Deep Dialog Diary and: 

• Review the background material on the "failing" 
account/relationship that you brought to the program 

• Review the notes you've periodically made in your workbooks and 
in your Diary on how specific DD Deficits and Drivers relate to your 
situation 

• Organize and rethink this material by completing the pages in your 
Diary headed "DD Account/Relationship Analysis." 



Part 2: Receiving Feedback 

fn your trio, please take turns informally presenting your situation, how you've 
analyzed it in DD and CSA terms, and the action steps you plan to take to 
remedy the situation. Be certain to give enough specifics about the other person 
involved and the situation - background, personalities, organizational dynamics, 
etc. - since one of the members of your team will be playing your "problem 
person" in a role play in the next part of this activity. 

Your trio-mates will listen, ask questions, and offer suggestions and feedback. 
Talk about these and incorporate in your plan those ideas you feel will help you 
in repairing your relationship. There is a page in your Diary on which you can 
capture these comments. 
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Welcome to "Developing Competencies in Deep Dialog and 
Collaborative Social Architecture" 



Deep Dialog is an innovative, powerful system for interpersonal communication 
that helps answer questions like the following: 

• What makes for successful customer relations, projects, mergers, 
and strategic alliances? 

• Why are some customers "customers for life" while others are still 
shopping around? 

• Why is it that some companies still have loyal employees and 
employees who speak well of the organization white others have 
retention problems? 

• Why is it that some of the projects we lead or participate in are 
successes from the start, while others never seem to get off the 
ground? 

• How is it that some people have the ability to communicate well 
with others - even when they share very little in cultural 
backgrounds while others have difficulty getting messages across 
to their co-workers and colleagues with shared backgrounds? 

Dr. Howard V. Perlmutter and his associates have found that at the root of 
positive relationships you will always find Deep Dialog Drivers and you will not 
find Deep Dialog Deficits. Moreover, you will find a Collaborative Social 
Architecture built around rules, roles, rewards, and purpose that allows the 
relationships to create, build, and complete tasks. 

On the other hand, in situations where communication and relationships tend to 
break down, you will find that Deep Dialog Drivers are absent and Deficits are 
present. Moreover, no Collaborative Social Architecture may be present - or the 
architecture may be mismatched, roles poorly defined, rules and procedures 
unclear - so that relationships falter and tasks aren't accomplished. 

Being skilled in the building blocks of Deep Dialog (DD) and understanding how 
to work with others to create a Collaborative Social Architecture (CSA) are key 
competencies for individuals and organizations who want to succeed and lead in 
the 21 st 'century - a century that will be marked by mergers, teamwork, highly 
educated customers, and global business. 
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Ground Rules 



In this seminar, it's important to be conscious of how you learn by using DD 
and CSA as part of the seminar. Ground rules are one aspect of CSA. By 
agreeing on some rules that will govern your behavior with each other you'll 
be creating a structure for optimum learning. These ground rules may evolve 
through the program and they may also provide the "etiquette" for the virtual 
community well create together. 

Since you will be giving each other feedback during the program, "Be open to 
constructive feedback" and/or "Deliver feedback in a constructive way" would 
be two examples of possible ground rules. "Participate actively" and "Stop 
and start on time" might be two others. What do you think? 

What ground rules would you like to create so that everyone learns the most 
from this program? Some ground rules are already listed. Do you concur? 
What ground rules would you like to add? 



1. Listen. 



2. Suspend judgment. 



3. Seek out underlying assumptions. 



4. 



5. 



6. 



8. 
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Custom-Designed Dialogue 

(Note: This would be designed and inserted for a specific customer) 
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Deep Dialog: An Introduction 



What is Deep Dialog? 

Deep Dialog is purposive communication that involves the exchange of 
information as well as constructive feelings and attitudes to reach shared 
objectives. Westerners might describe it as an "exchange of meaning" or 
"two-way communication/' Easterners might characterize it as "warm 
communication" or "conversations from the heart." 

Deep Dialog can refer to an individual dialogue, i.e., an interaction between 
two or more people at a particular moment. It can also refer to a relationship 
that comprises a series of such conversations, as well as the actions resulting 
from them. 

However, Deep Dialog is more than and different from talking or having a 
conversation because it has two distinctive dimensions; it is constructive and 
it is deep. 

ft is constructive in the sense that it: 

• Includes deeds and actions; 

• Implies that persons are learning to think and build together; 

• Involves the creation of structures and roles so that the deeds and 
actions may be accomplished. 

It is deep, not superficial; it goes beneath the surface. It varies in level 
according to the degree of: 

• Personal openness; 

• Importance of issue being discussed; 

• Impact the result or outcome of the dialogue has. 
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Deep Dialog Drivers exist on a number of levels. 

Level I dialog is behavioral and/or transactional, e.g., you receive courteous 
and helpful customer service from a salesperson interested in meeting your 
needs. 

Level II dialog is psychological, characterized by a greater degree of 
awareness of the personalities, needs, wants, and uniqueness of the 
individuals involved. Usually, this results in a partnership orientation. 

Level ill dialog is the experience of knowing someone "soul to soul" and can 
be considered spiritual in nature. At this level, we see a human in the 
deepest sense, endowed with some life meaning, and the relationship can be 
transformational in character, e.g., understanding the convergence of 
another's life goals and what that person does at work. 

In spite of the fact that Levels II and III dialog are not as common as Level I, 
we all can recognize times in our lives when we've experienced these deeper 
Levels with individuals or groups. 

What examples can you think of in your own life where you've experienced a 
Level II or HI dialog? 



In what ways do these experiences differ from Level I dialogs? 
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The Core of Deep Dialog: 
7 Essential Drivers 



Through his work with global corporations and other organizations, Dr. 
Permutter has identified seven essential processes that help us move beyond 
differences to establish trust, share knowledge, and reach goals with others 
that none of us could reach by ourselves. They are found in every project 
team, relationship, organization that is successful. They are the seven 
Drivers of Deep Dialog. 

An overview of these Drivers follows. As you read about each one, please 
refer to the graphic "Deep Dialog Drivers." 

1. Bridging 

Bridging is the ability to deal constructively with differences among people, 

1. e., being open to and accepting of the differences of others. These 
differences may relate to culture, language, time, personality, or geography. 

2. Bonding 

Bonding refers to developing relationships on the basis of mutual trust and 
respect. Bonding often involves a personal chemistry that allows for feelings 
of friendship, the ability to engage in heart-to-heart conversations, and 
respect for the dignity of the other person. 

3. Banding 

Banding refers to a shared identity between individuals or among members of 
a group. The pair or group experiences a sense of "we" and talks in "we" 
language rather than referring to "I versus you." This driver is marked by a 
relationship's or group's movement toward harmony, unity, and 
interdependence. 
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4. Blending 

When a pair or group begins to collaborate creatively - brainstorming ideas, 
combining ideas for innovations - it is in the process of blending. Synergy is 
a good word to describe this driver because the pair or group realizes that 
together they can come up with better ideas than any one individual could 
come up with on his/her own. 



Collaborative Social Architecture 

These first four Drivers pertain to interpersonal relations - getting along with 
others, understanding their motivations, generating ideas together. The last 
three Drivers pertain more to working together as partners or in a group to get 
a task accomplished. As leaders/managers we always have to attend to 
these two dimensions - interpersonal relations and task accomplishment. 
Without balancing them both, it's difficult to have a successful project. 

In the movement to the task dimension, we need to develop a structure or 
governance system in order to get things done. Dr. Perlmutter refers to this 
structure as Collaborative Social Architecture (CSA). Together, the parties to 
the relationship decide on the: 

~ vision-mission 
~ governance 
~ strategy 
~ culture 

~ organizational design 

that will help move them to successful completion of the task. The following 
three Drivers are the processes used to develop this architecture. 



5. Bounding 

During 1 this process, the people in the relationship or the group begin to put 
boundaries around shared objectives. Decisions relating to what will be done, 
who will be included in the work, what resources are needed to accomplish 
the task, and what areas of cooperation are needed by members of the group 
are outlined. 
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6. Binding 

Here the parties in Deep Dialog make a commitment to work on a shared 
project with shared stakes in the outcome. The parties to the relationship 
become mutually accountable to each other and to the project's outcome. 



7. Building 

In this process, the parties to the relationship actually do the work they 
committed to doing. The parties takes action to implement a project/idea 
using a shared architecture, vision, and governance (leadership) to carry out 
the task. 



a 
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What are some of the barriers to Bridging? 

• Unwillingness to share information, etc. 

• Fear of non-acceptance 

• Biases, prejudices 

• The pressures of time and stress 

• Being overly ego-involved 

Any others? 



What are some of the words, phrases, or actions associated with Bridging? 

jj2 "That's really interesting. I've never thought of it that way . . 

"I'm sorry for seeming insensitive about . . 
"Where I come from we . . 
5j "Tell me why you feel/think that way . . . ff 

"I can see now where youYe coming from 
"I learned this way; how were you trained to do this?" 
Opening up to others. 
Making eye contact (in the U.S.) 

Being empathetic by using listening skills and non-verbal communication. 
Reaching out physically to draw a person into a conversation or group. 

What other words, phrases, or behaviors let you know when someone is 
Bridging? What does it look like? Sound like? 
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What are some of the barriers to Bonding? 

• Fear of closeness 

• Feeling vulnerable 

• Not willing to spend the time developing the relationship 

• Lack of trust 



Any others? 



What are some of the words, phrases, or actions associated with Bonding? 

Share stories of family and personal life. 
Follow through with promises, commitments. 
"Give" a little of yourself. 

Be willing to leave your "comfort zone" and flex with someone whose 
personality is different from your own. 

"We really click." 

"You like that too?" 

"You won't believe what I recently had to go through with my daughter . . 

"Something just like that happened to me." 

"I can't believe we grew up only blocks from each other." 

What other words, phrases, or behaviors let you know when someone is 
Bonding? What does it look like? Sound like? 
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What did you do in your groups during the unique/common ice breaker 
to bond with others? How did you find out what was common to the 
people in your group? Did you get "stuck" at any point? What did you 
do to get "unstuck"? 



What kind of CSA did you develop in your "teams" to promote Bonding? 
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The Deep Dialog Drivers: Banding 



What is Banding? 

Banding refers to a shared identity between individuals or among members of 
a group. The pair or group experiences a sense of "we" and talks in "we" 
language rather than referring to "I versus you." This Driver is marked by a 
relationship's or group's movement toward harmony, unity, and 
interdependence. 

Banding makes it possible to have shared inputs and outputs. There is a 
cohesiveness that exists in a relationship or group that has banded which 
leads to the development of shared norms. The focus of activity is based on 
"now" experiences, not on things that happened in the past. 

At the core of Banding is the sense of "We're in this together" and/or "We 
need each other." 

The sub-steps to Banding are: 

• Using "we" language 

• Focusing on a present/future shared identity 

• Identifying strengths and weaknesses 

• Expressing interdependence in words and actions relating to the 
benefits and consequences of working together. 



Why is Banding a critical competency? What are the benefits of 
Banding successfully with: 

• Customers? 



• Peers? 



i» • Your manager? 



2I 
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• The people who report to you? 



What are some of the barriers to Banding? 

• Over-valuing individuality 

• Over-valuing oppositional thinking 

• Preference for working independently 

• Feeling that you can do things better and quicker alone. 

Any others? 



What are some of the words, phrases, or actions associated with Banding? 

"We're in this together." 
"We need each other/ 

"I'm good at X, you're good at Y. Together we're a great team." 
"Let's talk about what we can do regarding ..." 
"If you're able to do this, I can get it into the right hands for us." 
"Let's band together." 

"What you do affects what I do and vice versa." 
Seeing and talking about "we" versus "others." 

What other words, phrases, or behaviors let you know when someone is 
Banding? What does it look like? Sound like? 



0 FIG. 8-23/10 # 

Developing Competencies in Deep Dialog and 
Collaborative Social Architecture 



Banding Exercise: Name That Team 



In this exercise, you'll practice the Banding competency. Please find the people 
you worked with at the beginning of this seminar in the unique/common ice 
breaker. Your facilitator will give you the flip chart paper you've already worked 
on. Your task now is to come up with a name for your team. The team name 
should capture and express what sets you apart as a team. 



Our team name is 



After coming up with a team name, step back from your work and answer these 
questions together: 

• What did you do in your teams during this exercise to Band 
together around a name? 



• How did you come up with the name? 



• Did you get "stuck" at any point? What did you do to get 
"unstuck"? 



• Were you using "we" language? 



• What kind of CSA did you develop in your teams to promote 
Banding? 
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The Deep Dialog Drivers: Blending 

What is Blending? 

When a pair or group is in the process of blending it becomes a "we" with a 
purpose. There is much co-learning and co-creating related to a task - or to 
the discovery of new things to create. Brainstorming, building on and off of 
others' ideas, listening to combined thoughts and insights, giving and 
receiving feedback, and understanding others' assumptions and value 
differences are all part of Blending. 

At the core of Blending is creative idea-generation where everyone's 
contributions are used and where everyone in the relationship has ownership 
of the new idea(s). A very high Level of Blending is marked by the sharing of 
tacit knowledge that is not well known, but is very valuable. 

The sub-steps to Blending are applying creativity/teamwork to a specific 
purpose by: 

• Eliciting ideas 

• Contributing ideas 

• Respecting ideas, deferring judgment 

• Building and improving ideas. 

Why is Blending a critical competency? What are the benefits of 
Blending successfully with: 

• Customers? 



• Peers? 



• Your manager? 



• The people who report to you? 
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What are some of the barriers to Blending? 

• Judging and evaluating 

• Poor listening skills 

• Inability to applaud or admit to another's good idea 

• Inability to deal constructively with disagreement. 



Any others? 



What are some of the words, phrases, or actions associated with Blending? 
"How could we accomplish both of those things?" 
"Not only that, we could also . . 
"How about if we ... 
"I think we could try . . 
"In other words, you'd like to ... " 
"Tell me more about that." 
"Here's another possibility 
"How will that play out?" 

What other words, phrases, or behaviors let you know when someone is 
Blending? What does it look like? Sound like? 
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Blending Exercise 

Please "pair up" with someone in the group you don't usually work with. 
Together, come up with an answer(s) to this question: 

What could we do, working together, that we could not do individually? 



Q 

m 

fi 
>-•■<■( 



3 : f 



hi* 



Together, answer these questions about the work you just did: 

• What did you do during this exercise to Blend your ideas in 



S* order to answer this question? 

m. 

8 

• How did you come up with your answer? 



Did you get "stuck" at any point? What did you do to get 
"unstuck"? 



• Were you using "we" language? 

• What kind of CSA did you develop in your pair to promote 
Blending? 
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COLLABORATIVE SOCIAL ARCHITECTURE 



Collaborative Social Architecture (CSA) refers to those social structures that 
promote collaboration between persons or groups inside organizations and 
nation states. 

The concept of architecture has Greek origins, from the word "atchitectinike," 
or "structures with human values" -- not necessarily a physical structure. 

At the organizational level, in virtual communities, and in nation states the 
dimensions of CSA include vision-mission, governance, (leadership and key 
Q stakeholders), strategy, culture, and organizational design. At the group 
Q level, CSA would refer to such structures as a top management team, or a 
0 cross-functional team with representatives from R&D, marketing, finance, 
2 and manufacturing. At the individual level, CSA would include socially 
H defined roles, such as a customer relations manager. Roles may be 

described in terms of purposes, functions and primary activities, incentives, 
metrics, status and how they add value to the organization. 

§3 Problems in dialog may result when the CSA is missing, is mismatched or 
k misfit with a stakeholder, or misaligned. For instance, a CSA for Jerusalem 
61 agreed to by both the Israelis and the Palestinians is missing. At the 

6 organizational level, McDonald's presence in France is an example of a 
U mismatch or misfit with stakeholders. And firms with global visions but 
whose cultures are either ethnocentric or provincial are misaligned. 



How does a CSA facilitate or impede the development of DD relationships? 



What are the possible consequences of "mismatches" of CSA components? 



How can you re-design your role so that you can better facilitate and 
promote the DD Drivers and reduce the Deficits? (Refer to the role 
description/ definition you completed on page 4 of your Deep Dialog Diary.) 
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The Deep Dialog Drivers: Bounding 



What is Bounding? 

When a pair or group is in the process of Bounding, it begins to put 
boundaries, borders, and focus around the direction in which it plans to move. 
An area of cooperation or a domain of sharing is carved out, and by definition, 
certain options are excluded, at least for the moment. 

Bounding requires that the relevant actors be identified, resources located, 
and directions set. It is very important that the people who are part of the 
problem shouid be part of its solution (POPPOS). Bounding involves 
making conscious choices and has a future orientation. Built on previous 
dialog modes, Bounding is very much an echo of Banding - in fact, it may be 
viewed as "concretized" Banding because the focus of the "we" is sharpened. 

At the core of Bounding is choice - choosing the focus, task, mission, and 
people who will be involved in the work/task. 

The sub-steps to Bounding are: 

• Establishing priorities 

• Determining focus: 

What tasks to achieve 

Who needs to be involved 

What other resources are needed 

• Discussing CSA issues, e.g., how to design roles that will promote 
Drivers and reduce Deficits. 

Why is Bounding a critical competency? What are the benefits of 
Bounding successfully with: 

• Customers? 



• Peers? 
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• Your manager? 



• The people who report to you? 



What are some of the barriers to Bounding? 

• Deep, unbridged differences in values 

• Failure to include those who are part of the problem 

• Insufficient resources 

• Failure to uncover hidden assumptions. 

Any others? 



What are some of the words, phrases, or actions associated with 
Bounding? 

"What direction should we go in?" 

"We've got to focus on something . . 

"What should we do?" 

"Who else should be here?" 

"What other information do we need?" 

"What other resources do we need?" 

What other words, phrases, or behaviors let you know when someone is 
Bounding^ What does it look like? Sound like? 
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BOUNDING EXERCISE 



Please re-group with the person you worked with on the Blending exercise - 
where you answered the question: "What couid we do, working together, that 
we could not do individually?" 

Looking now at the list of things you came up with, use the Bounding Driver 
to: 

• Select one to focus on 

• Decide who needs to be part of the group besides you two 
to accomplish the task 

• List any other resources or information you need to 
accomplish what you've set out to focus on. 
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The Deep Dialog Drivers: Binding 



What is Binding? 

Binding occurs when individuals in a relationship or a group make a decided 
commitment to work together for shared outcomes. They become mutually 
accountable - responsibility, risk, and rewards are shared. The outlook of the 
individuals involved is clearly on actions in the future - what we will da The 
parties begin developing goals/setting milestones, and other aspects of a 
CSA, e.g., roles, governance structure, etc., that will get them there. 

£$ Binding translates Dialog into a commitment to future action. 

II 

|| The sub-steps to Binding are: 

Making individual and group commitment to future 
actions/outcomes: 
stakes 

accountabilities 

Deciding upon and committing to CSA issues, e.g., how to design 
roles that will promote Drivers and reduce Deficits. 

G 

M. Why is Binding a critical competency? What are the benefits of Binding 
successfully with: 

• Customers? 



* i i 
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• Peers? 



• Your manager? 



V The people who report to you? 



FIG. 8-32/10 

Developing Competencies in Deep Dialog and 
Collaborative Social Architecture 



What are some of the barriers to Binding? 

• Reluctance/failure to share responsibilities 

• Values in the larger organization that don't support the CSA of the 
new group 

• Varying levels of commitment. 



Any others? 



What are some of the words, phrases, or actions associated with Binding? 

"I'm ready to throw my hat in the ring. How about you?" 
"Let's do it!" 

"What part would I be playing to make this happen?" 

"What specifically should we make our goal?" 

"When do you think we'll realistically be able to do this?" 

"We need everyone's help on this." 

"Without all of us giving our all on this, it won't happen." 

What other words, phrases, or behaviors let you know when someone is 
Binding? What does it look like? Sound like? 
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The Deep Dialog Drivers: Building 
What is Building? 

Building is the process of implementing the plan. As part of the Building 
process, the individuals or group puts together an action plan and roles for 
carrying out the goal or mission — it's "walking the talk." In addition to action, 
during Building, the Collaborative Social Architecture of the group becomes 
more firmly established with roles, rules, procedures, and governance 
structure becoming clearer and more permanent. These structures enable 
the actions taken to be monitored, verified, and improved upon. The structure 
itself may have to be improved upon as work toward the goal is completed. 

Building is truly the "Dialog of Deeds." 

The sub-steps to Building are: 

• Establishing a detailed action plan 

• Following through on CSA commitments 

• Continuing DD with actions (in addition to words) 

• Expanding the circle of DD interaction/influence 

• Looking for opportunities for Level II and III Drivers. 



Why is Building a critical competency? What are the benefits of 
Building successfully with: 



• Customers? 



• Peers? 



• Your manager? 



,• , The people who report to you? 
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What are some of the barriers to Building? 

• Individuals/Members not following the CSA 

• Individuals/Members not following through with the actions they 
promised 

• A CSA that is mismatched with the mission/goal of the parties. 



Any others? 



What are some of the words, phrases, or actions associated with Building? 

"Okay, so who's going to do what to make this happen?" 

"When do you think you'll have that done?" 

"When do we want to meet again?" 

"We should celebrate our first milestone somehow." 

"What should we do if plan A doesn't work?" 

"We need to have a system to let each other know where we're at on our 
tasks." 

"Let's write down a list of who's going to do what by when." 

What other words, phrases, or behaviors let you know when someone is 
Building? What does It look like? Sound like? 
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BINDING and BUILDING EXERCISE: 
LOST ON THE MOON 



Your spaceship has just crash-fanded on the moon. You were scheduled to 
rendezvous with a mother ship 200 miles away on the lighted surface of the 
moon, but the rough landing has ruined your ship and destroyed alt the 
equipment on board, except for the 15 items listed below. 

Your crew's survival depends on reaching the mother ship, so you must 
choose the most critical items available for the 200-mile trip. Your task is to 
rank the 15 items in terms of their importance for survival Place "1" by the 
most important item, "2" by the second most important item, and so on 
through "15", the least important. (Use column A for this ranking.) 





B 


C 


D 


E 


Box of matches 












Food concentrate 












Fifty feet of nylon rope 












Parachute silk 












Solar-Powered heating unit 












Two .45-caliber pistols 












One case of dehydrated milk 












Three 1 00-pound tanks of oxygen 












Stellar map (of the moon's 
constellations) 












Self-Inflating life raft 












Magnetic compass 












Five gallons of water 












Signal flares 












First-Aid kit containing injection 
needles 












Solar-Powered FM receiver- 
transmitter 
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Now rank the fifteen items as a team/crew and put this ranking in column B. 
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DISCUSSION QUESTIONS: Lost on the Moon 



Stepping back now from the work you've just accomplished with your "crew", 
please answer these questions about the Dialog youVe just had. (Note: An 
alternative might be to have a group of observers watching while a group 
goes through this exercise — "fishbowt" style — who will give feedback to the 
problem-solving group by answering these questions.) 



• What Drivers did members of the group use? At what Level(s)? 



• At what point(s) did group members make a commitment to an action, 
a plan, or other CSA components? (Give examples) 



• What type of CSA did the group construct, e.g., who emerged as 
leader(s), what type of decision-making system did the group use, 
what roles did different people play? 



♦ At any point did the group get stuck? If so, what did members do to 
regain momentum? 



♦ How were the Drivers used? 



How were the Drivers linked to each other? 
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Custom-Designed Success / Failure Stories 



(These custom-designed "stories" will be used as references to demonstrate 
the applicability of DD Drivers and Deficits to real-life situations in the 
organization. The success story will help pull together all the work done 
previously on the Drivers; the failed project story will help as a reference 
when discussing the Deficits in the next section.) 
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DEFICITS AND LEVELS 



While Drivers are the competencies that help us create relationships with 
others through dialogue, Deficits occur when dialogue falters and 
relationships break down. In the preceding exercises, questions were asked 
about groups or pairs of people getting "stuck" - these are signs that a Deficit 
is hiding in the wings and that Drivers are needed to mend the relationship, 
repair the dialogue. 

Like Drivers, Deficits can exist at different levels. The three Levels of Deficits 
can be thought of as low, serious, and critical. In addition, the different types 
of Deficits can be seen as having a natural hierarchy from easiest- to-remedy 
to most-difficult-to-remedy. In other words, it would take much more hard 
work and greater application of Drivers to remedy a dialogue that was Frozen 
or Failed at Level III than a Level I Feeble or Fallow Dialog. 

What follows is a review of the five Deficits, their relationship to the Drivers, 
and some examples of different Levels of Deficits. 

Fallow: In a Fallow situation, there is no conversation, no encounter of any 
kind. At Level I, the causes of this non-dialogue tend to be the lack of will or 
effort on the part of one or both parties. Inertia, ignorance, and indifference in 
various combinations are often present An example might be a customer 
who is satisfied with a supplier and therefore has Fallow Dialogs with other 
potential suppliers. 

Level II Fallow Dialogs, however, might result from the active desire of one or 
sometimes both potential dialogue participants to avoid talking to each other, 
to avoid opening a "Pandora's Box." In the customer-supplier scenario 
above, a Level II Fallow Dialog might involve a customer who didn't want to 
open a dialogue with certain potential suppliers because they would propose 
a whole new system of operating, creating a series of secondary and tertiary 
problems for the customer. 

At its most serious level, Level III, one or both parties are willing to go to great 
lengths to avoid opening a dialogue. A customer who says, "I wouldn't deal 
with them if they were the only supplier around!" would be exhibiting signs of 
a Lev*el III Fallow Dialog. 
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To remedy Fallow situations, the parties need to meet so that they can start 
the process of Bridging and Bonding. Of course, for Level I, this would be 
easy to get started - a request to meet might be all it would take. For Levels 
II and III, however, the challenge would be much more difficult, with the party 
wanting to open the dialogue often required to initiate some dramatic Bridging 
or Bonding behavior as a way of getting in the door. 

Feeble: Feeble Dialogs are characterized by weakness, by lack of effort on 
both sides, by going through the motions. In Feeble Dialogs, the good news 
is that the parties are technically "talking to each other." The bad news is that 
they Ye not really talking to each other; they're meeting because they're 
required to do so or because it's less damaging to meet and do nothing, than 
to decide not to meet anymore. No one expects anything, no one puts any 
effort into the dialogue, and everyone walks away with expectations met. 

In terms of Levels, a Level I Feeble Dialog might simply be an outside event - 
the upcoming labor contract, a new government regulation - to get the parties 
really talking. However, in Levels II and III, the parties would be much more 
invested in maintaining the appearance, the outer trappings of dialogue 
without any meaningful engagement in or commitment to making it real. An 
example of a Level III Feeble Dialog is one that can be referred to as "NIH" - 
Not Invented Here. In this situation, there is an active attempt to not give 
each other very much; an active attempt to restrict information and to give as 
little as possible to the other. 

Feeble Dialog has the greatest potential for remediation if the parties are 
aware of what is happening and take some action to repair the relationship by 
re-Bridging and re-Bonding. 



Frozen: As the name implies, Frozen Dialogs are characterized by a lack of 
movement or change. Positions are fixed and in opposition. While neither 
side says anything new, they might articulate their positions with increasing 
loudness or passion. Neither side hears anything new, to the extent that they 
are listening at all, and nothing happens. 

Frozen Dialogs, as the term implies, are usually remedied by some form of 
thaw, some softening of the hardened positions. Sometimes this thaw is a 
result* of one party's unilateral action, sometimes it's bilateral, or at other 
times, it can be due to the presence of a third party who facilitates the 
relaxing of stances. 
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The difference between Levels 1, II, and III of Frozen Dialog can be thought of 
as their degree of severity, or the "thickness of the ice." At less critical levels, 
a Frozen Dialog may be thawed by either of the two parties shifting positions 
or even declaring themselves willing to consider a change. In this sense, 
Level I Frozen Deficits can crop up periodically in on-going dialogues, even 
successful ones. 

On the other hand, Frozen Dialogs at Levels II and HI are much more serious. 
Entrenched positions in labor-management or border conflicts are examples 
of seriously Frozen Dialogs. While Bridging is difficult in such situations, it 
may be possible to change or redesign the CSA, especially the roles the 
parties are playing, so that some movement toward dialogue and Bridging 
can occur. 



Failing: In a Failing Dialog or relationship, trust and respect are decreasing 
and, if there are efforts to bridge differences, they aren't working. The 
dialogue is in the process of closing down, of ceasing, of failing, and, unless 
something is done, or unless something changes, that is the most likely 
outcome - a Failed Dialog. 

To the degree to which the dialogue participants are committed to not making 
changes - changes in positions, personnel, procedures - is the key to the 
three Levels, At Level 1 all it might take is for one party to say, "We Ye not 
getting anywhere this way. Let's try something different." 

At the other end of the spectrum, a Failing Dialog at Level III could involve 
parties who might feel trapped in a process even though they saw the clear 
path to failure of the dialogue if nothing changed. At the extreme, one party 
might even feel committed to failing rather than take the risks involved in 
making the changes required to reverse the slide towards failure. 



Failed: A Failed relationship is one where there is no attempt at 
communicating. It is a relationship characterized by unsettled scores, bad 
memories, unhealed wounds. There is great resistance to renewing attempts 
at dialogue. This is a situation where de-Bridging, de-Bonding, etc. have 
occurred. 

Of all the Deep Dialog Deficits, Failed Dialogs are usually the most 
problematic. There is a history in Failed Dialogs, and it is negative. It is 
negative towards the people involved — they don't trust or like each other. It 
is negative towards renewing dialogue - they've heard it and they disagree 
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with it. And it's negative toward the process of dialogue itself - we tried it, it 
didn't work, there's no reason to think it will be any different this time. 

The Level of a Failed relationship may be viewed on the basis of how high a 
Level of Bonding there was between the parties and the length of time over 
which the relationship existed. If the relationship were one, for instance, 
between salesperson and customer, that had extended over many years time 
and was characterized by a high Level of Bonding, the Failed relationship 
would be at Level III. Repairing a Level III Failed relationship is extremely 
difficult. 



In all of these Deficit situations, a de-humanization is occurring. It is only 
when we use the 7 Driver competencies that the situations become human 
again and constructive dialogue can take place. The first step is recognizing 
the Deficit, the second step is the willingness to do something about it, and 
the third is to use the 7 Driver competencies and/or a different CSA 
configuration to remedy the relationship. 
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DISCUSSION QUESTIONS 
(large group) 



What are some examples of the different Deficits that occur in your work 
world? At what Levels do they occur? 



What are some of the telltale signs - words/phrases/actions/situations 
that make you aware of a Deficit? For example, someone consistently not 
showing up for a project meeting, someone digging in his/her heels about 
how things will have to operate, etc. 



FIG. 8-43/10 

Developing Competencies in Deep Dialog and 
Collaborative Social Architecture 



DISCUSSION QUESTIONS 
(small group) 



In your small group, answer the following questions about the Deficit you've 
been assigned. 

• What is the nature of the challenge of this Deficit for us, for our 
organization? 



• What are some of the approaches/tactics for us to remediate this 
Deficit? Specifically, which Drivers would be most useful for 
remediating this Deficit? What role redesigns or other CSA changes 
would help remedy this Deficit? 



How did we deal with any Deficits that emerged in our group while we 
were dialoguing about this Deficit? 
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EVENING ASSIGNMENT 



Person to Person (P2P): Part 1 



In this exercise you will be paired with another person in the seminar - preferably 
someone you don't know very well. This evening, spend some social time 
together - perhaps have dinner together. Initially, spend at least two hours 
discussing the following: 



• What you learned today regarding Deep Dialog that really hit home 
- you might share your Diary notes with each other; 

• Topics regarding each person's formative life experiences, 
interests, some of your "dreams", and "what you want out of life"; 

• Values, beliefs, self-image, education, cultural influences, travel, 
religion, career. 



Now, individually, prepare a "report" on the following page that outlines what 
you learned about the other person. Be brief, concise, use bullet points if you 
wish. Be sure to include in this report: 

• Your initial impressions/stereotypes of your partner and how and 
why these may have changed after your discussion; 

• The degree to which you were able to engage in DD ; 

• The degree to which you were able to overcome Dialog Deficits 
and which Deficits still remain; 

• The depth of the Dialog achieved, e.g., Level I, II, III, and what 
obstacles you faced, especially for reaching Level HI DD. 

Use the left-hand column to write your report. When you're both finished, 
trade papers and have your partner note in the right-hand column any 
feedback related to how well he/she was understood. You can use the code 
"UC" for "understood completely"; "UP" for "understood partially"; and "NU" for 
"not understood." Discuss the feedback you gave each other. 
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P2P Individual Report 



My Notes Partner's 

Feedback 



First 

Impressions:. 



Major Life 
Experiences: 



Values: 



Other: 
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Person to Person (P2P): Part 2 



In the second part of this exercise, please discuss the dialogue you've been 
having with your partner by: 

• Individually assessing the dialogue, using the Driver and Deficit 
scales provided on the next page 



|| • Sharing your assessments, discussing them, and explaining where 

|l and why you agree/disagree 



f ;} • Preparing a short report together to be presented to the whole 

|;j group regarding: 

y 

f - What you and your partner have learned about getting to 

fl know another person who may be very different from you; 

% - Some guidelines for breaking through stereotypes; 

Ui 

|| - Suggestions on how to Bridge the differences (or Deficits) 

**. you identified and to overcome some of the 

misunderstandings and misperceptions you had initially; 

- Suggestions on how to Bond, Band, and Blend with a person 
whose background is very different from your own; 

- What skills, knowledge, attitudes are necessary to overcome 
DD Deficits and to achieve different degrees of depth of the 
dialogue (Levels I, II, III). 



a r 
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Assessing Our Deep Dialog Drivers 



Assess the Dialog you just had using the following scale for the four Deep 
Dialog Drivers. Give a score between 10 for "high degree, fits well," down to 
1 for "very low, does not fit." 

1. Bridging: We were able to bridge time, language, cultural and 

geographic differences. 

2. Bonding: Our dialogue was marked by a distinctive sense of mutual 

trust and respect. 

3. Banding: Our dialogue was marked by collaborative team 

interactions and a willingness to band or join together. 

4. Blending: We took opportunities to blend ideas, with frequent 

innovations forthcoming. 



Assessing Our Deep Dialog Deficits 

At the end of your discussion, to what degree do these apply? 

1 = Does not apply 
2 - 9 = Applies partially 
10 = Applies completely 



1 . Fallow: No communications taking place. 

2. Feeble: We had minimal communication. 

3. Frozen: We found that major arguments took place with 

polarized positions. 

4. Failing: We found that current communications are getting 

1 1 worse. 

5. Failed: We tried and we found we cannot communicate. 
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P2P REPORT 



On the basis of your discussion and your assessments, together write a short 
report in bullet form on your conclusions that will be shared with the rest of 
the group. 
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